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ABSTRACT 
This project studies the organization restructuring 
taking place in the MIS division of the Seagram Asia 
Pacific Company Limited. Seagram is the third worldwide 
market leader in the spirit and wine industry. Although 
the business is profitable, the company is facing 
challenges common to every business nowadays, like global 
competition, leaner profit margin and cost control. 
Two years ago, the top management decided to launch 
a business process re-engineering. Under the reform, the 
MIS division has evolved from a department reporting to 
the finance division into an independent division. The 
new MIS is now playing active roles in the every aspect 
of the organization. To cope with the new responsibility, 
the MIS reforms itself using the theory� 、、Structural 
Cybernetics". 
、、Structural Cybernetics" is a reengineering theory 
to help build high performance organization. The theory 
has been applied in a number of organization like the 
University of Wisconsin at Madison. Specialization, 
networking organization, dynamic team work and individual 
entrepreneurship are the key concepts of the theory. 
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The change was implemented two years ago. Since 
then, the MIS organization was re-structured, new people 
were hired, new jobs and roles were created. Significant 
resources have been invested in MIS and the company is 
expecting return from business operation efficiency 
improvement. 
The project studies the new Seagram Asia Pacific MIS 
organization. Interviews were conducted in the project to 
find out the view and feedback from different perspective 
in the company. Top management, as well as the rest of 
the corporation have high expectations of the new MIS. 
They have a positive view on the progress. However, the 
staff in MIS have a different view. Most of them are 
frustrated and confused by the new structure. 
The major reason for this situation is the unclear 
definition of role and responsibility. Communication is 
also insufficient within the group and with outside 
parties. Some ambiguous functions which should be 
consolidated are confusing the people in the MIS. 
Theory can only be a guidance in helping management 
to shape and run an organization. People is an important 
factor. Even though you have a sound and logical concept 
and theory, the success still depends on the people. 
iv 
TABLE OF CONTENTS 
ABSTRACT ii 
TABLE OF CONTENTS iv 
Chapter 
1. INTRODUCTION 1 
Overview 1 
Project Plan 3 
工 工 . T H E OLD SEAGRAM MIS ORGANIZATION 4 
Company Profile 4 
Driving Force behind the Change 5 
The Old MIS Structure 6 
工 工 工 . O R G A N I Z A T I O N THEORY REVIEW 9 
Organization Change Factors 9 
Readiness of Change 11 
Resistance of Change 11 
Overcoming the Change 13 
Structural Cybernetics 14 
Principal of Organization Design 16 
Functional Building Block 17 
Dynamic Teamwork 18 
Implementation Process 22 
IV. THE NEW SEAGRAM MIS ORGANIZATION 25 
Global Planning - Regional Implementation • 2 5 
Specialization - No Rainbow 26 
No Redundancy or Gap - Clear Boundary • . . 26 
Network Organization 27 
Dynamic Teamwork 29 
V. EMPLOYEE OPINION FEEDBACK 31 
High Staff Turnover 32 
Top Management View 32 
MIS Internal View . 33 
Customer View 3 5 
Summary 3 6 
V 
VI. SUGGESTION FOR IMPROVEMENT 3 8 
Open Communication 3 8 
Clear Definition of Job Role 39 
Education and Training 3 9 
Consolidate Ambiguous Function 40 
VII. CONCLUSION 41 





The project is a case study of a re-organization 
project taking place in the MIS division of the Seagram 
Asia Pacific Company Limited. Seagram is the third 
worldwide market leader in the spirit and wine industry. 
Annual revenue is US$11 billion in 1995. As a whole the 
company has been very profitable. However, the growth of 
the company was slowing down in the early 90's. In 1994' 
Mr. Edgar Bronfman, Jr. became the CEO of the company. He 
made a significant business strategy change in which 
Seagram decided to divert the investment from its wine 
and spirit business into a new business area -
entertainment industry. Under his new directive, Seagram 
launched a re-engineering project in 1994 with the 
objective to transform the well-established spirit and 
wine business. Through this re-engineering project, the 
company hoped to eliminate internal complexity, improve 
the process and provide the cost saving. 
As a result of the corporate re-engineering project, 
changes can be seen everywhere inside the company. Some 
operation units were consolidated and replaced by a 
regional ''shared service center" . Some strategic 
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divisions were expanded to cope with the change and 
future business objectives. One of the recommendations 
from the re-engineering project is the deployment of 
advanced information technology to streamline the 
operation of the company. Tremendous resources are 
invested in the MIS division. Two years ago, Seagram 
hired a senior executive to lead the new MIS divison. The 
new MIS senior executive understood that a new structure 
was needed to manage the new organization. Therefore she 
brought in her experience of re-engineering to Seagram 
and introduced the� 、、Structural Cybernetics" theory to 
shape the new MIS. The theory is originated by Mr. Dean 
N. Meyer who is a consultant in organizational structure. 
The theory is, in fact, a scientific, systematic and 
practical guidebook to help large corporations to re-
structure a professional department, like MIS, to meet 
the challenge of a dynamic environment. The theory has 
been successfully applied in a number of organization 
including SmithKline Beecham US Pharmaceuticals and the 
University of Wincosin at Madison. 
As defined by Michael Hammer and James Champy, 
Business Process Re-engineering is a ''fundamental 
rethinking and radical redesign of business processes to 
achieve drastic improvements in performance". Like many 
US corporations in the 90's, Seagram has undergone their 
re-engineering effort. Is the project a successful one or 
is it an another example of failure? 
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Project Plan 
This project is a case study of the re-organization 
taking place in the MIS division of the Seagram Asia 
Pacific company limited. It only focuses on the MIS 
division because its changes are most radical. The 
division is receiving significant resources and the 
project is under the� 、、limelight〃. In addition, the MIS 
re-engineering has a very structural and interesting 
theory in guiding its re-organization. 
In this project, the、、Structural Cybernetics" theory 
will be investigated to see how a theoretical model is 
applied in a real business world. There will be 
comparisons made on the changes brought into the 
organization before and after the change. To evaluate the 
effectiveness of the change, interviews will be conducted 
with the management and staff of the new MIS 
organization. Finally, suggestions and recommendations 
will be made in hope of rectifying some of the problems 
occurred in the course of the change. 
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CHAPTER II 
THE OLD SEAGRAM MIS OGRANIZATION 
Company Profile 
The Seagram Company Ltd. now operates in two global 
business industries： beverages and entertainment. The 
beverage businesses are engaged principally in the 
production and marketing of distilled spirits, wines, 
coolers, beers and mixers throughout more than 15 0 
countries and territories. Through its subsidiary 
Tropicana Dole, Seagram is also engaged in the fruit 
juice business worldwide. 
The entertainment business of Seagram is the 
Universal Studios, Inc. Universal is a major producer and 
distributor of television programs, home video and motion 
pictures. It is also a major music company which records 
music and publish books. Universal owns and operates 
theme parks, the Universal Studios in LA and Florida. 
This organization is formally known as MCA. 
With its headquarters in Montreal, Seagram employs 
30,000 people worldwide and, together with its interest 
in MCA INC., generated 1995 pro-forma revenues of over 
$11 billion and, at January 31, 1996, had shareholders‘ 
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equity of over $9 billion and total assets of over $21 
billion. 
Driving Force behind the Change 
Sales revenue has been kept almost unchanged in 
1990's. In 1993, the company reported a loss of US$900 
million in operating income. In 1994' the new CEO Mr. 
Edgar Bronfman, Jr. took charge of the company. The new 
CEO's priority is clearly to regain the level of growth 
demanded by the share holders. Mr. Bronfman, Jr. is the 
young generation of the Bronfman family who owns most of 
the company. He believes that only fundamental and far-
reaching change can achieve the level of growth expected 
by the share holders. In 1995, he made a decision to 
redeem 156 million DuPont shares and purchase 80% of MCA 
for $5.7 million. The transaction resulted in $2 billion 
cash and let Seagram take a position in the ninth 
largest, fifth fastest growing entertainment and 
communication industry in the United States. 
After reviewing the business environment, Mr. 
Bronfman, Jr. stated that the spirits and wine business 
of Seagram has already matured. While the company is 
continuing its effort to expand sales and explore new 
markets, the company should also reduce the operating 
cost by sharing resources on a global basis and thus 
maximize the return from this matured business. With the 
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fund generated from its wine business, Seagram choose to 
invest into the entertainment business via its subsidiary 
- M C A (recently renamed as the Universal Studio). The 
return from the entertainment business is expected to be 
much higher than the wine business in the years to come. 
Under such environment, a re-engineering project was 
launched. At the end of the study, the re-engineering 
team recommended that the company consolidate common 
services like the accounting and distribution into three 
shared service centers in the regional offices. This 
measure can help to reduce the operating cost of the 
company. 
The Old MIS Structure 
The old Seagram MIS department was structured by 
functions. There were three geographic regions and a MIS 
director was assigned to supervise all activities in each 
region. The regional MIS director reported to the 
president of each region. In other words, MIS reported to 
the regional business unit. MIS department in each region 
had similar structure but their scale were different, 
depending on business requirement. The following diagram 
illustrates a simplified organization structure: 
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In the old organization, the three geographical 
regions were independent teams and each owned their 
people and resources• The director in each region was 
responsible for providing information system services to 
their customers in their own region. They had utmost 
control over the project priority and progress. There was 
no strong headquarters functions providing common support 
to the three regions, like program development, defining 
guideline and control procedure. The head of the three 
regional MIS directors met regularly to discuss project 
progress and common issues. 
Because each region was independent and they tend to 
deviate from the each other due to regional and country 
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specific environment. Co-ordination and communication 
among regions are rare, making resource redundant and 
lack of MIS standard across the company. 
In sununary, the short comings of the old structure 
are as follow： 
1. Inefficient share of resources 
2. Lack of MIS standard 
3 . Slow progress in global, company-wide project 
implementation 
4. Unable to leverage the company size in reaching a 
global deal with supplier 
5. Unnecessary repeating of same implementation process 
in three regions 





ORGANIZATION THEORY REVIEW 
Before we look into the Seagram's case, let's review 
some of the established theory in organization structure 
and change. Seagram has its own methodology of 
organization change - the ^^Structural Cybernetics" 
theory. We will also discuss the theory later in this 
chapter. 
Organization Change Factors 
Change is happening everywhere and everyday. The 
only unchange in the world is� 、、change〃 itself. The 
message to the business firms today is clear:� 、、either 
adapt to changing conditions or shut your door". There 
are different categories of changes in an organization： 
_____^^^^^^l^^^^^^>g>>>><^^^ — … Unplanned Change 
Internal • Product & Services • Employee 
• Administration system demographics 
• Organization • Performance gap 
size/structure 
External • introduction of new • Government 
Technology regulation 
• Advances in • External 
Information processing Competition 
and communication 一 ^  _ _ _ 
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Organizations should always pay attention to the 
external, unplanned change factors. In Seagram's case, 
government regulation is an important factor. Alcoholic 
drinks are heavily regulated by government. Any change in 
laws will affect how the business should run. Another 
example, recently Seagram lifts its voluntary ban on 
using TV advertisement for its wine and spirit product. 
This move has drawn intensive debate among public' media 
and the government. People fear that the TV advertisement 
will encourage irresponsible drinking and attract the 
youth to start drinking early. Even though TV is an 
effective media, the company is not totally free in its 
course of action. If the general view on alcoholic drink 
changes, the organization has to change to adapt to the 
environment. 
Internal to the Seagram, performance gap was clearly 
a cause of change. Due to unsatisfactory business results 
in early 90's, the management made a strategic 
acquisition of MCA and then followed by re-engineering 
project to streamline the wine business operation. 
In general, before an organization makes a change, 
it has to understand the environment and the relevant 
change factors in order to make the correct move. Also, 
we have to bear in mind that external changes can induce 
internal change as well. 
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Readiness of Change 
As suggested by Beer (1980) in the ^^Organizational 
change and development", an organization change is only 
ready when the people involved believe that the benefits 
associated with making a change outweigh the costs 
involved. Factors contributing to the benefits of making 
a change are： 
1. Amount of dissatisfaction with current conditions 
2. Availability of a desirable alternative 
3 . Existence of a plan for achieving that alternative 
The three factors must exist at the same time to make the 
change possible. If any one of these factors are not 
present, the benefits of making a change and the 
likelihood of change itself will be zero. 
Resistance to Change 
Even though there may be strong reasons to change 
and the benefits to the organization are clear, we cannot 
conclude that change will definitely happen. Resistance 
from individuals and organization are still working 
against the change. Organization scientists have 
recognized that resistance to change stems from the 
following source： (from J. Greenberg and Robert Baron. 
Behavior in organizations 1995 p.63 8-639) 
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Individual Barriers to Change 
1. Economic insecurity： Change may affect one's job or 
reduce pay. 
2. Fear of unknown： Disruption to the well-established, 
comfortable patterns create unfamiliar conditions. 
3 . Threat to social relationship: Changes threaten the 
integrity of friendship groups that provide valuable 
social award. 
4. Habit: Prospect of changing the way jobs are done 
challenges people to develop new skills. 
5. Failure to recognize need for change： People with 
vested interest may wish to keep things the same way 
and be unwilling to accept change. 
Organization Barriers to Change 
1. structural inertia： Jobs are designed to have 
stability and are difficult to change. 
2. Work group inertia： Strong social norms within the 
group force people to continue to perform in a 
specified way. 
3. Threat to existing balance of power： Those with power, 
resource, skills may fear losing their advantageous 
positions may against the change. 
4. Previously unsuccessful change effort： Bad experiences 
in the past add to the resistance of new change. 
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Overcoming the Change 
According to Kotter & Schlesinger (1979, Mar-Apr) 
、、Choosing strategies for change. Havard Business Review", 
there are some major methods to overcome the barriers to 
change： 
1. Shape political dynamics： Win the support of the most 
powerful and influential individuals. Demonstrate 
clearly that the organizational leaders endorse the 
change. 
2. Educate the workforce： Let the workforce understand 
what the new organization is for them. Knowing more 
about the future can reduce the fear of the change. 
3. Involve employees in the change efforts： With 
participation, employee tend to be more committed to 
the outcomes of that decision than those who are not 
involved. 
4. Reward constructive behaviors： Reward people for 
behaving in the desired fashion. 
All these suggestions are theoretically sound but a 
successful implementation may be more difficult. When we 
evaluate the success of a particular organization change, 
we can examine if the process has practice the above 
measures• 
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Structural Cybernetics Theory 
The MIS department of the Seagram Company Limited 
adopted the� 、、Structural Cybernetics" approach in 
developing the new organization, this section explains 
the basic principles of the theory. 
\、Structural Cybernetics" is a theory purposed by Mr. 
N. Dean Meyer. It is a methodology to transform an 
organization safely and reliably through a systematic and 
scientific approach. Meyer believes that a scientific 
organization structure can help to maximize people's 
effectiveness and job satisfaction. As a whole, it 
improves the overall performance. Furthermore, executives 
can solve organizational problems using a well-
established guideline, thus avoiding failure caused by 
re-inventing a new design and repeated re-structuring. A 
sound scientific approach can overcomes political biases 
and allows organization to take advantage of individual 
strengths without structuring around individual 
personalities. It makes participation by people 
throughout the organization in the structural design 
process safe, shifting discussion from political combat 
to objective principles. 
''Structural Cybernetics“ views an organization as a 
dynamic system of interacting components, each responding 
to feedback from its organization environment and at the 
same time dynamically interacting with each other as part 
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of a coherent system. The basic unit of the organization 
is a group of expertise or entrepreneur. The function of 
each group addresses a clearly focused set of objectives 
which does not demand too much of individuals or 
conflicting to each other groups. 
Because well-focused entrepreneurs must depend on 
others for other skills, the design of a healthy 
organizational structure must include both the division 
of labor and processes which ensure teamwork across 
structural boundaries. 
Explicit mechanisms flexibly combine the well 
focused entrepreneurs into teams that include all of 
necessary talent to accomplish each project's unique 
objectives. 
The Structural Cybernetics includes four key 
elements: 
1. Pragmatic principles of organization design 
2. Clear definitions of functional building block 
which can be assembled into an organization chart 
3. Mechanism for forming multi-disciplinary teams 
dynamically under a network organization. 
4. A carefully planned implementation process that 
brings about paradigm shifts and dramatic cultural 
change along with a healthy structure in an open 
and participative manner. 
In the following section, we will look into the 
details of each key elements in the� 、、Structural 
Cybernetics"： 
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Principles of Organization design 
There are three basic principles in organization design： 
Appropriate feedback loop 
People generally do what you reward them for doing. 
This is a simple and common known organization behaviour 
theory. Management must recognize this principle to make 
sure that appropriate feedback are provided to employee. 
Requiste Variety 
W. Ross Ashby's� 、、Law of Requisite Variety" states 
that there is limit to an individual's capability in 
processing information and making decision - i.e. the 
variety. Therefore, if a job requires too much variety 
handling, executives are bound to be frustrated in their 
search to staff the position which requires a super-
person) . T h e r e is hardly any person who can fill the 
position without disappointment. People can only be 
world-class experts at one thing at a time. Organization 
design should therefore distribute the variety processing 
requirement among its member so that there is no need for 
、、Super-people〃 nor existence of、、UnderacMevers〃. 
Motivational Environment 
As always, management must create a motivating 
environment for employee to work in. In additional to the 
traditional motivational theory, a healthy organization 
must also avoid discrimination against function. Jobs 
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should be designed around personality type but not 
individuals in order not to distort the organization. 
Empire building should be avoided. Career paths are 
provided for technology specialists as well as 
generalists. Supervisory responsibilities are just one 
job evaluation factor among many. Senior level individual 
contributors have the same earnings opportunities as 
those who manage large group. 
Functional Building Block 
Functional building blocks are basic unit that can 
be assembled into an organization. There are four 
different groups of functional building block. Each group 
of people are well-focus, highly specialized 
entrepreneurs• 
Technologists 
These groups build inventive, state-of-the-art 
technologies and desgin leading-edge software or systems. 
There are two types of technologists： application 
technologists are responsible for data-specific systems, 
and base technologists are specialists in component 
technologies and off-the-shelf tools. 
Service Bureaus 
These groups are dedicated to providing reliable and 
efficient operational services. There two types of 
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service bureaus: machine-based service bureaus own and 
operate shared-use systems and sell services that are 
primarily produced by machines, and people-based service 
bureaus provide services produced by people rather than 
machines, such as help desk support and training. 
Architect 
The Architect is responsible for assembling key 
decision makers on campus and defining an information 
architecture for the campus. This person will build a 
campus consensus for standards, guidelines, and 
statements of direction that constrain the design of 
systems for the purpose of eventual integration. 
Consultants 
The consultants are responsible for understanding 
the client's business and applying methods of business 
analysis. There are strategic consultants, who serve key 
opinion-leaders on campus, and retail consultants, who 
are available to anyone on campus. 
Dynamic Teamwork 
Team work is an essential aspect of organizational 
design. An organization only performs better than a 
collection of independent individuals if its members 
specialize. By specialization, each individual can become 
more expert at one thing. Teams of experts, of course. 
19 
perform better than the independent action of a number of 
generalists since specialists can apply more knowledge 
and experience to each problem. To allow the greatest 
possible degree of specialization, ^^Structural 
Cybernetics" suggests that the functional building blocks 
(Service Bureaus, Technologists, Coordinator, 
Consultants) be kept separate. 
But specialization depends on coordination. When 
people specialize, no one group can stand as an island. 
Teamwork and coordination require more than just a 
willingness to work together. Specific coordinating 
mechanisms must be designed into the organization. The 
design must specify interdependencies so that 
collaboration is part of everyone‘s job. 
In today's complex and volatile reality faced by 
most professional organization, the traditional approach 
in teamwork like： direct supervision, standardization in 
skill, output or process are no longer sufficient. 
Instead, the network organization is the chosen way to 
help the establishment of teamwork. 
Network Organization 
In a network organization, experts are flexibly and 
dynamically combined into project teams that comprise the 
right skills for each project. Teams are spontaneously 
self-forming. As project arise, teams are formed without 
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need for management intervention. In practical terms, 
entrepreneur is responsible for arranging the necessary 
resources for each of his or her projects. Each group 
considers all the other groups as potential customers and 
suppliers. People have an incentive to draw others onto 
their project team because entrepreneurs are more 
competitive when they utilize the services of specialized 
expert rather than attempt to do everything themselves. 
People have an incentive to help each other since 
internal customers are customer nevertheless. As a 
result, each team combines the right mix of specialists 
across organizational boundaries and manage its own 
tasks. Through this network of contractors and 
subcontractors, lateral collaboration, i.e. teamwork 
replaces the hierarchy or standardization as a means of 
coordinating work. 
The concept of network organization and ''internal 
customer-supplier relationship" is a significant paradigm 
shift to many people. Such a cultural change does not 
occur by simply redesigning the organization chart and 
establishing new cultural principles. More explicit and 
tangible mechanisms are needed to ensure that the right 
people are on each project team. In Structural 
Cybernetics, this is addressed through、、charters〃. 
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Charters 
A charter is not merely a mission statement. It is 
comprised of two lists： the group‘s customers and the 
products it sells to each； the group's suppliers and the 
products it buys from each. Product refers to both 
products and services. Each product is defined in terms 
of its deliverables, not the tasks required to produce 
it. 
Charters are rich and flexible descriptions of all 
the many work flows and subcontracting relationships and 
have very positive effects on teamwork. They define 
boundaries to prevent territorial disputes and specify 
interdependencies to encourage teaming. Charters also 
reinforce the entrepreneurial spirit. Each group is 
evaluated based on its ability to deliver the products in 
its charter, without management attempting to control the 
tasks. The product focus also brings awareness of 
competition. Charters also build a customer-focused 
culture, since everyone must understand exactly what his 
or her group sells to each of its customers. The supplier 
side of the charter is the basis for self-forming teams. 
It encourages people to� 、、buy〃 from each other rather than 
make for themselves, which discourages replication of 
skills and facilities. By telling people where to go for 
each type of help they might need, the supplier side of 
the charter guides everyone in forming teams without 
management intervention. 
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Charters can also help managers measure results. 
Performance appraisals can be based not only on the 
opinion of one's supervisor, but also on the satisfaction 
of a well-defined list of internal customers and the 
assessment of one's teamwork and project management 
skills by team members and suppliers. 
In whole, charters help each entrepreneur build a 
sense of ownership of a piece of the organization's 
business. 
Implementation Process 
Structural Cybernetics model is not an� 、、ideal〃�
organization chart prescribed verbatim for any company. 
Rather it is a functional description of the various 
activities performed by an organization and a set of 
principles that explains how these activities are 
interrelated. Structural Cybernetics is an analytical 
tool that can identify needed changes in an organization 
assemble the building blocks into a unique structure 
appropriate for its unique needs. 
A well designed structure has an extremely powerful 
impact on people. It can bring about significant paradigm 
shifts and dramatic cultural change. But achieving such a 
transformation requires more than just good design. How 
the new organization is implemented is equally important. 
Just announcing a new organization chart achieves very 
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little. When new organizational structures are mandated 
top down by senior executives, the results will be 
unsatisfactory. 
A organization chart alone will not build a 
customer-focused, entrepreneurial and team-oriented 
culture. To achieve the above result, a participative 
process is essential. The process must involve the people 
who will be affected by the change, to take advantage of 
their knowledge and build their understanding and 
commitment. 
Two sets of agreements are the basis of healthy 
participation： a clear, common language of structure, and 
objective principles of design. These agreements help 
participants communicate in unambiguous terms and guide 
them to apply their in-depth knowledge of the workings of 
the organization in a rational manner rather than just 
lobby for personal gain. 
Healthy contribution depends on people being open 
and objective. This is unlikely if people are worried 
about protecting their jobs or their territory. Some 
guarantee are necessary to build a safe environment 
conducive to open participation, and to elicit the 
maximum commitment to the new organization. Generally 
guarantees to participants include the following: 
• No one will lose compensation as a result of 
restructuring 
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• No one will lose their job as a result of 
restructuring 
• No one will be forced to relocate as a result of 
restructuring 
Initially, participants include all candidates for 
tier-one positions. These groups of people are senior 
managers who report directly to the organization chief 
executive. The facilitators teach participants the 
language and principles of Structural Cybernetics and 
then allow them a forum for testing and adapting it. The 
participants use the model to diagnose existing problems 
and then to design a new structure. 
With a solid understanding at tier one of how the 
new organization will work, the process cascades to tier 
two. In this phase, the tier one leaders become the 
teaching team. Tier two candidates are involved in the 
design of tier two structure. 
Participation is not limited to top management. Care 
is taken to communicate clearly to employees and to 
clients who are not directly involved in the process. To 
ensure this, a communication plan is carefully crafted at 
every step of the process. 
Finally, all tier-one and tier-two leaders together 
become the teaching team. The process cascades to the 
rest of the organization. This roll out and migration 
process is carefully implemented to ensure effective and 
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lasting change at every level of the organization with a 
minimum of disruption and risk. 
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CHAPTER IV 
THE NEW SEAGRAM MIS ORGANIZATION 
Global Planning - Regional Implementation 
The re - o r g a n i z a t i o n was launched two years ago. In 
1995, the design of the new organization was completed in 
Europe and America. Then the process was extended to Asia 
Pacific region. 
The major theme of the organization design is 
、、Global Planning, Regional Implementation". Under the new 
organization, the three regional MIS division is merged 
into one big global team. Instead of dividing team by 
functions, teams are created to focus on the services 
providing to the customers. For example, account and 
finance department are major users of the MIS department. 
A global team is therefore created to focus on their 
computing need. To serve better the distribution division 
of the corporation, another special team is formed to 
serve the need of the distribution division for Seagram 
worldwide. This design is inline with the corporate re-
engineering directive of global standardization. Planning 
is done globally and the implementation is carried out by 
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the regional teams which are located closely to the 
business operational unit. 
The design of the restructured Seagram MIS division 
is based on a set of organizational principles that are 
detailed in Chapter 工 工 工 - S t r u c t u r a l Cybernetics, some of 
the most important of which are the following： 
Specialization - No Rainbow 
Each individual has a single functional 
responsibility. This is based on the principle that one 
person cannot be expert in more than one thing at a time. 
A person is more effective being an expert in one 
technology, for example, than being mediocre in a number 
of technologies. 
Organizational units that provide more than one 
functions are called "rainbows.“ An example is a unit 
responsible for design, installation, and day-to-day 
administration of a LAN. This creates a conflict between 
innovation and ongoing operation. ”Rainbows” should be 
limited to the highest level of the organization； 
individual units should be only one of the above types. 
No Redundancy or Gap - Clear Boundaries 
Multiple units would not offer the same products or 
services； that is, no internal competition for services. 
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For example； not having several groups provide LAN 
design. 
Business specialists/technology generalists would be 
separate from technology specialists/business 
generalists. This would help to identify clearly the 
areas of excellence for each person/group. Those 
responsible for daily operations would be clearly 
separate from those working with new technologies. 
Introducing innovation and maintaining reliable 
operations should be in different units. 
Each unit will define its、、domain statement" which 
defines a territory over which the unit operates. The 
domain statement also defines the products and services 
each unit provides. It help others to understand the 
unit's line of business. 
The Network Organization 
The new organization pools all resources from the 
three geographical region to form a global team which 
matches the business process. The global business process 
(GBP) teams are newly set up to focus on the critical 
business process. The global service and product (GSP) 
team are basically responsible for infrastructure and 
technically support. The customer service team is 
providing end-user support like PC support and operating 
the help-desk. The relationship management is responsible 
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for coordinati^ the activities of various groups and 
liaison with business units. 
In the context of "Structural Cybernetics", the GBP 
and GSP team are the technologists. Customer team is the 
service bureau and the relationship management is the 
consultant. 
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One major change in the new organization is the 
reporting of unit manager. Instead of reporting to a 
regional manager, they all report to the headquarters in 
either Europe or America. This ensures the decision of 
the headquarters can communicate and be carried out by 
the regional team in a more consistent way. 
There is another perspective on the MIS organization 
from the regional perspective. The regional director is 
supervising the activities in the regional office. Each 
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regional manager of the GBP, GSP, customer services and 
relationship management are indirectly reporting to the 
regional director. The regional director is not a full 
time job. The director is also responsible for one of the 
global division. This is an example of networking 
organization at the high level management. 
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Dynamic Teamwork 
At the operating level, teamwork across boundaries 
are often required. For example, to roll out a new 
personnel automation project, the GBP team works on the 
software, user requirement study, customization and user 
training. The GSP team works on the network and hardware 
system. The customer service team ensures the on-going 
support is ready by the time of the system commission. 
All these require close teamwork. 
The relationship management plays a very important 
role. While the rest of the MIS department are 
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concentrating on the solving technical issues or 
implementing project, the relationship manager are 
responsible for ensuring the services and product of MIS 
department satisfies the need of the business unit. They 
have to ensure the priority of various projects match the 
business requirement. As a whole, relationship management 
serves as the bridge between MIS and business units. 
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CHAPTER V 
EMPLOYEE OPINION SURVEY 
To evaluate the result of the re-organization,工 
conduct several interviews to solicit feedback from 
employee in the MIS department as well as the end-users. 
工 als〇 have chance to talk to the senior MIS management 
in the headquarters. The interview is aimed at evaluating 
the effectiveness and efficiency of the new organization, 
the perception of the new organization by its customer 
and the morale of the staffs after the organization 
change. A detailed lists of question discussed in the 
interview can be found in the Appendix 1. 
To ensure the result is objective and free from 
personal opinion bias,工 have tried to enlarge my target 
group as much as possible. The target group includes the 
following people: 
• The previous MIS director of the AP region 
• The new Relationship director 
• A MIS system administrator who works for four years in 
the department 
• A manager in the user department 
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After the interview,工 have tried to summarize the 
result and the findings are presented below： 
High Staff Turnover 
Since 1996, the MIS department has been expanding. 
Headcount was doubled from 15 to 30. For the moment, 24 
headcount have been filled. The remaining 6 headcount are 
still open. 
Although the MIS division is not a new 
establishment, it is interesting to find out thatmost of 
the people in the new MIS division are new. Most staffs 
are less than two years in the company. In fact, there 
are only 6 out of the 24 MIS staffs has been working in 
the company for more than two years. The rest of the 
experienced staffs have left the company for various 
reasons. As a result of such high turnover, some of the 
projects are not handed over properly and thus continuity 
is a big concern. This is an indication that people are 
reluctant to adapt to the new environment. Especially in 
Hong Kong where jobs are not difficult to find, people 
tend to leave a company when they don't agree with the 
company's changes. 
Top Management View 
Having talked with the senior management in the 
headquarters,工 find that their views on re - o r g a n i z a t i o n 
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are positive as a whole. Their views are based on the 
following evidence： 
• Aggressive use of technology 
• Rapid deployment of corporate global network 
• Focused group to lead project in key areas and 
significant progress are reported in most area. 
• Rapid buildup of infrastructure to support the business 
operation 
• Increased demand for services 
These view points are totally based on the 
productivity or output. The other side of the story is 
the high rising expense. All the changes require 
significant investment and the overall MIS expenses grow 
significantly. The top management is under great pressure 
to contain the expense. As a result, the major focus of 
the coming year is cost reduction inside the MIS. The 
vice-president of MIS has emphasized that、、We will only 
deploy technology for the business but not to deploy 
technology solely for the sake of better technology"• 
MIS Internal View 
According to the previous MIS director in the old 
organization, the re-organization concept is good but the 
implementation is not done properly. He stated that one 
example is the insufficient planning and too short notice 
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from the headquarters on many major decisions. He also 
pointed out that too many new units was established and 
some of them are unnecessary. There are in general 
confusion in role and responsibilities. Communication 
among teams are insufficient. 
There is also a general view that the Asia Pacific 
region is unique from Europe and America region. The 
operation here is significant leaner than those in Europe 
and America. Thus the same concept in r e - e n g i n e e r i n g 
should not be applied to AP directly. 
According to the MIS administrator who has been 
working for four years, the r e - o r g a n i z a t i o n is regarded 
as a political game which aims to layoff employee. 
Although the MIS department does not lay off any 
employee, other departments in the company are laying off 
a large number of people. The fear of job security is 
common within MIS department. They don't see the benefit 
of the new organization. Old problems are not solved but 
tons of resources are poured in. They have strong feeling 
that it is a wastage of money. Also, they are threatened 
by the new structure. Generally, existing employees do 
not share the vision of the senior management and are 
therefore resistant to new changes. 
To the new employees, their feelings about the new 
organization are not as strong as the existing employees. 
Their view are more open to change. However, the new 
hires are mostly in the newly established unit and they 
36 
are not so clear about their new role. Sometimes they 
can't see the value of their job. To establish their 
power base and achievement, some new employees intrude 
into other's job responsibility. On the other hand, some 
areas are overlooked. In case when a previous job is 
split between two parties in the new organization, the 
transition is not done properly. Conflict is often. 
Some new employees are quite frustrated in the job 
because they have not received sufficient orientation to 
the new organization. 
Customer's View 
To the end user or customer's department, the new 
organization appears to be� 、、mysteri〇us〃. The MIS new job 
role does not make sense to outsider at first. The 
dynamic team work concept is too new to other 
departments. Many end users simply do not understand who 
to contact for service and support. 
One user commented that there are too many units in 
the new MIS. Before the re-organization, she knows 
exactly the responsibility of everybody in the MIS. But 
now, she is at a loss. When problem occurs, she don't 
know who she should contact. Very often, she got rejected 
by MIS. She also has an impression that even the internal 




As a summary, the problem faced by the organization are: 
1. Overall objectives of the re-structuring does not 
communicated clearly from the top management to 
employees. Most employees only aware of the short term 
plans but never see the long term objectives and 
benefits of the re - o r g a n i z a t i o n . As a result, 
employees are reluctant to change. 
2. Too many new people are hired to replace existing. Job 
transitions are not done properly. The company culture 
and the employee social relationship are severely 
disrupted. The sense of belonging to the company is 
exceptionally low. High turnover is expected to 
continue. 
3. Job role and responsibility in new organization are 
not clearly defined. Old people are still doing their 
previous job. New people are looking for meaningful 
work. Externally, customers are confused by the MIS 
structure. 
4. Implementation process is poor. Employees are not 
involved in the change process. They feel that they 
are forced to change. It is natural to see a great 
resistance to change. 
5. Communication between different units are not strong 
enough. Under the new structure, extensive 
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communication among teams are very important but it is 
not done sufficiently. Hence, efficiency is quite low. 
6. Morale of the long service employees are generally 
low. Most of the old people whom 工 talked to are not 
happy with their new position. This group of people 
are most valuable to the company. Unfortunately, most 




SUGGESTIONS FOR IMPROVEMENT 
To improve the situation and address the issues 
discussed in the previous chapter, the following 
suggestion should be considered： 
Open Communication 
Communication is the most important area of 
improvement. Internally, top management should 
communicate the long term goal of the organization change 
and make sure employees share the same goal. It helps to 
remove fears among staff which is part of the change 
barrier. Furthermore successful teamwork and network 
organization rely heavily on the effective communication. 
Regular team meetings should be held to enhance internal 
communication. 
Management must also listen to the feedback from 
employee. Valuable and valid suggestion from employee 
should be adopted. Management should reward the employee 
by sharing the profit or cost saving resulted from 
employee suggestion. 
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Clear Definition of Job Role 
Because the company believes in specialization, a 
number of new job positions are created to share the job 
responsibility of an existing single employee. During the 
transition period, the new roles have not yet clearly 
defined. Furthermore, this model of organization is 
pretty new in the industry. Hence, new employee cannot 
use their common sense to comprehend the working 
mechanism of the new organization. 
Management can ask each functional unit to develop 
their own objective and service statement. After 
reviewing all the service statement, top management must 
、、anrL〇unce〃 and conununicate clearly the function of each 
unit. In case of any ambiguity, top management must step 
out and clarify each individual role and responsibility 
clearly• 
Education and Training 
After the definition of the organization is 
reviewed, management team should lead their respective 
organization to walk through the process. This can be 
done in an off-site training by a manager with his or her 
own team. Real life examples can be used to let team 
members understand their responsibilities and how they 
should work together as a team. External consultants can 
41 
be hired as facilitators. During the session, managers 
must listen to the feedback from the teams and ready to 
discuss any issue openly. Managers must channel the voice 
of their teams to upper management. Through this 
exercise, employees can feel that they are participating 
in the decision of their company's future. Again, it can 
help to overcome part of the change barrier. 
Consolidate Ambiguous Function 
Management must evaluate the viability of the 
organization structure in each region. In Europe and 
America region where the scale of the business operation 
are relatively large. It makes perfect sense to justify a 
specialist for one particular of area like networking 
services. However, it is not appropriate to have a 
dedicate job with the same responsibility because of the 
smaller scale operation in the Asia Pacific region. 
Exact duplication of organization structure will not 
work for every region. Redundant job position is a waste 
of resources and will introduce unnecessary bureaucracy. 
For example, programming support should only be present 





By looking at the result of the interviews,工 cannot 
conclude that the MIS reorganization is a successful one. 
Even though the top management is positive about the 
result bought by the re-engineering, success cannot be 
solely measured by the output or productivity 
improvement. In view of the additional resource putting 
into the organization, higher level of output is a 
natural result. We also have to look at the human side of 
the organization which does not show any positive 
improvement. People satisfaction on their job does not 
improved. 
Areas of improvement have been discussed in the 
previous chapter. Most of the suggestion are related to 
the human factor. This is also the most difficult area in 
organization management. 
The theory ^'Structural Cybernetic" has incorporated 
many organization theories which are totally logical and 
reasonable. Many of the suggestions that 工 proposed have 
been covered by the theory itself. However, some of them 
are not implemented successfully, like the definition of 
、、charter〃 and establishment of feedback loop. 
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In this project,工 have observed the importance of 
human factors in an organization. Many re-organization 
concept are sound and reasonable. However, these theories 
cannot guarantee success. The people in the organization 
is the most important factor to success. Being the top 
management must have the ability to identify and handle 






In the interview, the following questions were asked and 
discussed： 
1. Do you feel the new MIS organization better than 
before? 
2. What do you like most about the new MIS organization? 
3. Can you state one area that has most significantly 
improved? 
4. what do you dislike most about the new organization? 
5. How would you suggest to improve the situation further? 
6. Are you motivated in the new working environment? 
7. How satisfied are you with the new MIS organization? 
8. Are you aware of any conflict in the new organization? 
9. When you are in conflict with other parties, will your 
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